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■ ABSTRACT •» ' ■ * * ■'■ . ■ " • 

The responsibilities of the biisii/es'^department /„ 
chairperson ai' Castleton State College Were assessed^^ literature 
review included the area o4 organizatfionai stru'dtures^^^academis 
institutions^ and le€iy faculty membe^fis and admihistratorslat. the 
college were interviewed to identify, the key issues an4 problems of 
organizational structures an4 job cespbnsibility at the college, 
pertinent documents were ^Iso reviewed. It is suggested l^hat the 
departaental chairperson ^structure at the^ college is a system that 
can work efficiently froai a- managerial standpoint. The overall 
problem within the current system is the lacITof a job description 
for t\he department chairperson. It' is recommended that in the process 
cf cphstr-Bcting the, divisional director, a middle management be 
estaiiished in arder, to better delegate authority from one 
centDalized system at t^e deans* level to the .department 
chairpersons* level where most decisions have to be made. It is 
suggested that the department chairperson be responsible for 

• undergraduate and graduate curriculum development, student; advising, , 
and classroom assignment. The divisional directors would be concerned, 
with employment of new faculty, the businiess a4visory committee, ^ 
off-campus programs^ Ilas£er of Business Adm^ini'Stf ation programs, and . 
community needs. Appendices include a chart of the organization of --^ 
the^jcdlege, a flowchart on academic policy development, and the text 

- of the recommendation for reorganization of the departmental , 
structure. (Author/SW) * 
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• ABSTRACT?' / ' 



' I.t was . the purpose of this practipurh to til'tter define the ' ' 

responsibiiities of the depa 1^ wds believed ■ 

by many rtha* there^^ the 'job def i- " • 

; nition of the , .Business Depart!nent Ch^4i?ftrson at Castleton State 
■■ ■-College ' "^"^ ; ■ ' ' ' )'^ ' ' ^ 

. . The first prdGedure wa^ to,rev*e^ the literature in the "area . 
of. organizationaWstructure^ vDf aGa|ernic institutions and b the r, . 
pertinent research|dorte in' this area, "/ After' the review of this 
; literature, the lce| issues' arid problems of organizatiortal si;ructure^ 
and -.job. responsibility at Castleton State College were ^^e^iewed by 
, int^rpriewirfg. key t^culty vm and administrators. The current 

. systerh was also reyiev/ed by- u^Si^ig. the following . doe uments ; Gastletftn 
State ^College Long ^ngq Plan , Castletoh- State College Faculty Hand > 
M2]£» and The Agreement Between Vermont State Colleges and th e .' / '■ 
Jiaculty Federation,: By combining' the research and the p:urrent ^ 




rgartization probletTfe that were perceived at Ca^tleton State ColiegV, 
the researcher dev|ldprdk|n alternative system based on the evaluation 
. 9f several facto^'. These .factors are. presented fr^m i-esearch and 
_ recommendation by faculty and: administra'^ors at c/stleton State 

.-College,. ' -^-^-^ \ vv"- ' -/v. '/'.-■• y "' 



• It was the feeing -or- thi that^the- departmental chair- . 

/persons strucvture^hat exists ;;at. Castletoh ia ^ system ■' 



" * ~ xc*x o oauupoia'u. . Tiie overallf 

. V .problevnj^^^ that there was; no^'r^ t^^- description for 

; chairper^n, ! The ^tudy recommends const^oti^g'the: div^^^^ 
- Which ..s-t^tished /middle management to better delegate authority from 
the centr^lizWd system, at^ the^ level to; the department: chair- 

; t^f^ei real 

a line ;6f .authority that could functiiDh from the diris -&ffice .^o 
. department::c]iair'persons. ^The recommendation w4s,.t^ streTi^en the ' ■ ^ ' 

department, chairperson, to an ef fective^ department chairperson andV 
^ to. establish middl^ management divisional di^ctors. . The,;recommeh--/^ 
dation^ establ|sl>fe^ a combiha^oh of these two - sy^ Which- could ' 
.be used at Ca^tleton State^^ C^^^^^ ■ 
^ ^^tihg lines of.-aut}^i^^ office to: thi divisional . : 

directors and: then f urtfc ring"; t|p line, of authbrity to the depart- . 
:Tnent <^^^irpersons.^ By lceepin^|epkrt^^ 

thp Idea ^ai^:-.deci^ion making best ^ade ^at^he level V, 

wliere it wlUv^^De implemented. 
' ■ Duties 6 f:: Depfament GV^ airI^rHnrt ^ :^ 

. : U'^d^p^raduateand;Gr&?^uate Curriculum DeWlopm^^^ [ 

. 2, Sttideht Advising^. . ^ ' ; . , - ' 

; \ 3» . Ciassroo^i^ssignment '4 Z-^" .' | ' 

Dutres :of.;Administr&tpr:-: > 

^ • .5^?agement|of new\faculty V(Adounc^^ " ' ^ ' 

■ . 2/ Busin^;s.s Advisory Committee ' ■ 

3-^ . Off-^cainpus programs ^ ' ■ , • -• 

' "■. '■ ' • ^' . ■ ' • 

^ ^f". MBA Prbgrams'.'- - ■ " . ■: ^ . •■ " " ' 

.... 5r Developrnent of. (Commurtity-rNeejls^^ ^ ^ '■/■ ■ . 
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; • • , The main purpbsfs of thi s . prac tictim was ^ tp ^clkrif y the i bb- • 

* definition Qf the Business De^artfneilt-'Chairpersonj.a^ ' 
Sta-^ College. It had become, necessary to'^be^l^i^^^^^^ i 
•responsibilities of ^the BuSines^^ Je^^. 

: of student^^nrollment being ^xcessive. in this arel and'additi^rial^ 
;^(%iinistrative; respbnsmiities .th^ of this > .\ 

' enrollTnent. I* was- necessary to ; d^velpp al.;ternat^ve forms of " " 

, prganiz^i^nif'structure in .6rder,(that the .^bspon^billties of 'the- 

^ administration and the department chaiTperson be bUter defined' :\ 
within CastletoTl State Collie V [ / / 1 ' ^ ° \ 

\ ^ Administration duties, belon^^o. the Academic- and other . 
■administrators; (Gastleton State, 'CoHege' Faulty Hajidboolc: FiW..^ ' 
This line of res$)onsibiiity, 'however / is often har4 draw; between 
the cii^irpe^n; ^^^ the ^eSn, esp'eciaiiy wh^n the fntire^system is 
understaffed^.! The question is also- ra^d^^plf whetjier the chair- ■< 

V persori: can afford 'no/ to' play, a second role " ■ . 

without doing dMiage:\to the program as a' whole. aJIi of .these " 
vjriable^: helpi^to create the^roblemN^f^ow the jjb descriptibn " . 
is defined, and how. the -chai^peiir^pi^'sees j)is position as a teachei^ ' 
or administrator. • """'"i^^?^;:' ■ .1 t . 

. ; . . is quite clear that Wth^^ 

contract ^ea^suf Jiciently: with^;the problem of ^eicpssive' work loads. 
The contract 'by giving one course release time ^^faculty chair- ' . 
persoas sugg-sts that th^ work load »of administrative/duties' would 
be equal to teaching, la preparing one course*, ^^hi^, ho.wever^ is ■ ./ 



not the case in relationship the Business Dejar^menif Ch.airpejrson. 

Ttie 'admini§tratave'dtitiefe far exc^ci 'the ^q.uivalerv-b' bf this work;. 

load. : Oije may imp:^y by reading the contract that 'the department - 

;cliairperson should'%ave/an as _tq equal, one 

course release tirn^r. This, however, is not "the case with the . 

•Business' Dep^r'tmejit'/and as' a result' the department chairperson's • 

job is one -^ p^ is 'not want e d.' ^V^i th-thieTlack of j Jb description - 

...and-form: of^organiza'tional structure between faculty chlii'persons 

and administration there was a^ need at Castlejon State College to 

develop such .a structure as w%ll as researching #ternative 

Structures that may. "be better utilized. / - W 1 i : / ■ * " 

give ; a brief description of how thi^, studij^; w^ 

c , ■ ■ ■ , ■ . ■ • ■ 

the first step was to. analyze the aitemture and re arch the a^ea 

"on: organizational structures , of academic institutionBt : it was theri 

imperative that the researcher look. at the key issues td the problem 

that exist at Castleton State Goilege and its own organizational' • 

strT^cture-as. well as using th^ Cas^eton State College Long; Range I 

Plan, Castleton State College Kan^book-/|and the Agreement Between 

Yermbnt State Colleges' and tl^e Faculty federation. Another vehicle^. 

used was %he intenriew method with 'several kev faculty meraWs arid 

adrainistratora. q?his ^was also; important^ to the >t^iay . because, of 

past organizational s tr^c tures*,;tha-^ ' have existed at^^tletbri State : 

College . The 'next step, in conducting; tl?is study was to^^lcm'an 

a:Lternative to the Existing system based on research and a-iterapting 

to determine its impreffientation. To follow up its implementation 

■the study was .to; be presented as a 'finished produoV to propose the, ' 

change for tlfe President of Castleton State College .. ' The study w^s 



based as ^meeided because of the ^mediate /problem witl\in ttie , 
business depa^gnvit (ff which tjie researcher is- a member.' Thia\' 
immediate need is the "result of hi^h_ student enrollmeritsi 'in *the 
area of business in the past few years which'has caused some * ' 
problems in the; area of responsibility overlap .between th.e chair- 
person and adrainistrat i^on . 'I t^ 'is again thei purpose ,o^ this. ■ , 
practicum to alleviat^i this problem by^developing a proposal or, 
alterna;tive organization sp that the resporisibiliti^s of: both the 
department. chaif|)ef son. and administration can be" better defined 
as well as Vieveloping and defining trie organi^:ationai structure 
between these two areas. t ^ - ; * V 



BACKGROUND AND SIGNIFICANCE • ; ' ; ''" I 

;V ^. The resp6n?;ibilitie's of factil^^^ outlined ir^ the Castleton 

Stite . College Faculty Handbook based .* on the assxiinpHtion t^at the " ' 

chairperson i^Ja faculty member '» :/Cti^ folaowing is' a job descri|)tion 

^^f^m <the faculty hahdbook. This i^:ph^of .the) written, attempts 

id define the objecti-ves and responsibilities of a faculty member \ 

at Castleton State Cpllege:; * ' • '\\ 

"At Ca^stleton state, College, a/fac 
responsibili^- encorapa|p a commitment to the students^ 
the coljege, the academic discipline, and the profes- 
si^n* The major responsibility lies 3,n the role of, 
irfetructor and advisor of students,- and membership of . 
\.\ . this^ faculty should ijn^ly.a primary interest in students 

' -. ^ r and .in teaching. A. coT^tmen't tq the college, disci- 
pline, and professibn-is only a slightly secohd&ry 

and .among other tftings Implies -J^he'role 
•;. -C of active participant in helping to give direption to 
the '^quality of ^ez^ and the future 

- ; *deVelopmehi^of^ the colleg^. Because Castleton State ' 

^ V j3oT.lege is al st^te institution 'there i% also a commit- 
, f ': :}\: 'ment to the peop:|.e of Vermont. (Castleton State College 
7' : Faculty Handbook, .p>3) ■ ; ' 

. ^ .Unde> this job description, the chairperson must fir'st 

concisntrate. on his major responsibility of a teacher. If however, 

financial resources is a probTLem within the institution, primary 

responsibilities are to be satisfied first, before 'creating or 

dealing wr^ other commitments^ The chairperson is defined as a , 

teacher and adyisor first. ^ 

• ■ ■■.«.,.■■ , ■ . ' . _ ■ , ^ . ■ ' - ' • 

• Administration duties belong to the academic dean and other 
administrators (Castleton State College Handbook, p»3). This line 
of responsibility,' however, is often hard ,to draw between the* " 

o i ■ ' ■ .. . > \ ■ '■ ' ■ . . ' 

chairperson and the dean, especially when the. entire system Is - 
understaffed. The questiop is also raised of whether the- chair- 
person can't af f ord t&: p his second role of ^administrator without 
doing damage to the progiraVn as a whole i - All of these variables help 
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to .create the pro)Diem of how ,th^ job -description is defined and 
^ how^ the chairpdr^n sees his ^ position, as a teacher or administr^or: 

*: "^^^^ defiAition is- also treated in the. agreement' between. 

• Vermont State: cWege's and Vermont State Calleges Facoilty Federation. 
..Although the depa\tment chairperson is not defined imder Article l.. 
^XXIX, Wo^oad, one can see ^^the intention of the release time of 
>|)ne course per-semester as an indication of the\probable load ok 
responsi))ility ihat , a department chairperson is expected to have. ^ 

• _ Any greater responsibUity woul* be considered "to Ise "excessive". : i 

Tinder the contract. ; . 

" , "/orkload '-^yulty of the colleges shall not • 

required to teach in excessive numbers of contact ■ 
. ' assume as excerssive ..tnd ent lo^d.- nr» be assi^ >.H 

. g^;.;?^^^^?^^^^^^ i t being, recognized by thf " > 

partxes that the faciaty has the responsibility, amo^^^ 

• • ^ S^^^?' to^e available to students and to assSi^e ^ ^ 

normal commxttee assignments.", "m making assi^ehts 
' ^ due consxderat^on shall be give to time devolef^o noA 
currxcular activities such as coaching/ direction of " 
student teaching, and independent studies^ldvising 

^ fnf Srec?Tnr?^^?%-"^ dramatic pr music producufn, 
and dxrectxng athletxc programs."; "M^artmentjieads 
w xth 5 or more members in a deT^a r tme nt shall hp^^^ ^^ p^^.. 

• ■ one less course per se mester then faculty average for ' 

that department .head with 3 or more members in a 
technical .department shall be assigned one less course 
' ' d^S.^5!2^^^'' than faculty average for that persons " 

department. (Agreement between Vermont State Colleses 
, and the Faculty Federation: p. 30-31 '-/te ^.oxxeges 

It Is quite clear that neither ,.the faculty -handbook nor the ' 
contract deals^sufficiently with the problem of excessive work- ' 
loads. The -contract by giving one coui-se' release time to the|, 

• .-faculty chairperson suggests, that, the workload of administrative^ 
duties would be equal teaching and preparing one"^u-r-se. " ThiS^ . 

• however, is not' the case in Relationship to -the business deparjnent 
chairperson, ;iThe administrative duties far exceed the equivalent 

■ ■■ ■■ . ■' -v . . . • , • . , ■ ■ , ■ ■ \ ■ 

o ■ . ■ \ ' ^ . ' ' . ^ ■ • . 'T * ■ ■ ■ • ' . ■ V 
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of this workload. One may imply, by reading the contract that the; 
'department chairperson should have eauivalent wor3cload§r» to equal 
one course release time. This howeyei>' Is- not the case Vi thin the ' 
business department afid^as a- result the. depai«tTnerit chairpersons 
job is one that Is not' wanted. ^ . ; . ^ 

In -a study by Thomas L. Weaver . on "A Prof ile of Faculty ' 

\\ ' * ■ / ' . ■ ■• . • . ■ . .- ■ .' ■ ■ 

Admiriistr^tive Perceptions of a Colleges Governors Characteristics i". 

perceptions of what takes place at the college w,ere surveyed. Top 

administrators- response showed consistently high positive pfercep- • 

tions of interaction, decisa^on making, communication, leadership, '. 

motivation, and goals (V/eaver: p. 22). Responses of • other admin- 

istrators resembled those of faculty in all -but areas of interaction 

and communication, ' although other administrators tended to . a more 

positive pefcept^^on than faculty. Faculty perceptions wel'e' 

distinctly more negative in the area of interaction, decision making 

and communication, and in certain areas of leadership and motivation 

^ • ' ■ . . ■ „ ■ ■ ' ^ . ^ ' ■ ■ . ■ / 

A more participatory governance model was recoipmended to enhance 
faculty/administrator relations (V/eaver: p.27). Because of this - 
difference of perception between administrators arid faculty members 
and their involvement in governance, it does create a problem of 
cooperation between the two f act ions. The ability of a faculty 
member to be a department chairperson is hampered by diffej^erit'' 
outloo)cs of job definition and, ability to realisticly function 

Vithin the organizational structure.. It is for this reason that 
the job definition of this head' of the business department at 

"Castleton State College was further analyzed and define and all 
optional structures were expioredv^ ^ - 



• .^ In the .Vermont state 'College Contract, the criterion is not . : 
'set for additibnai compensation for the head of We department, .1^' 

• a article .by -Curtis E. : Taylor^ "Se^^ Administrative Salaries;,.... . 
9 factors wQr« identified thai; were common to all- administrative 
•positions. The .criterion ;used were total : years in , current position, 
total cer-^ified : experience, highest degree earned, "credit' 'beyond >. 

• the bafch^lprs degree, number of months worked per year* J^xtra ' 
houts - per week required by the ^position,: level ' of management > . 
%sponsibiliti6s^ and effectiveness (Tayior: p,18) Each factor • 
has a potential point value, and a computer programmed determines 
th€^-pbin-t value in terms of dollars , . This type . of alternative 
system could be established as a means to evaluate the' role of 
the business^ department chairperson and could result in a more ' . 
equible basis for additional compensation (Taylor* p. 19).' . • 

A 9tudy was "undertaken in the spring of 1974: to evaluate . -fclie. 

effectiveness of the administrative structure of the instructional 

pr.ogram of Eas-t Los Angeles College and to lii^ke recommendations- ' 

for changb. Both the survey and the search of the literature 
■ ■■ > - ' ■ ■ ■ • . ■ . 

disclosed a market preference of inst^nictional administrators: for 

a division or a divisional department structure. Recommended 

instiBad was a group .of the existing departments under' two or three 

assistant deans. Each of whom would be given a^ line of .'responsiT ' . 

•bility for y limited and specific function, and' eliptination of! the 
evening dWision as a separate administrative, entity, (Smith: pv7). 
This type of a system would very well fit into the Organizational 
.structure at Castleton State College and would take away the burdert' 

.of some administrative responsibilil^les from the.^eiid of - the^ . 

.department . This gives the head of : the • department mOre 'time or ; . 



. the deyeiopnient of the pro^atas-, curriculum, and student assistattce. .' 

, ' Smith (1972J p.ifO) \sta1^phe 1^ a clear definition of ^ ; * ■ 

.the jchairpersons^role apjjears b^^ P?^biem In condfeontiLng 

■ ■ Community Colleges* ■ Dep^-tment, chairpersons, want and need . role 
classifications. AS ijianagers; of ^uman and physical resources. ^ 

. chairpersons are called- upon ito resolve;constant conflicts between ' ' ' 

^ organi^sat^onal level^/. to' direct 4e depaiV:mehtal sub-syst|iis, "and 

t0 ccyordina te extei^tial. ^eparl^ehtal. requirements in -organizaftibnal. - 

..r'esources^ and ;neecfe., ■ " ' ,' ' ■ ''^ \" 

Til]^ry X1970^ Ed 061931) Indicates thdrt^:^^a^^^^ th^^riation 'fe^^ ■ 
about i/3 of 1;he colleges are ^organized on . th^ ;basis of ^ departments - ^ 
only. It is apparent, Wever, that traditional depai'tment - , * 
structures y^re 'ln fdr cojftiderable change. In general, this- ^ , 

. apparent trend sfeests ea^^ consolidation: of the several 

■fields of learning and community colleges or new efforts of • 

• coordination actoss fisting dSpartments by . grouping th^^ into ; ■ 
larger divisions. • — , 

. increasingly, Tiilery (1970< Ed O6193I) in his study found ' 

■■ -■ :■■ ■•■ ■ ■■■■■ ■ ■ ■ < 

that -most presidents believe there wo^ld be" a reduction in the 
degree of rf^ponsiftility. delegated where oplleges 
reorganize,'-;":" ^\ ,-■ _ ,y- ' . .^ ' : 

performance.r li Th^ chairperson as a representative of the depart- 
jnent* 2<TThe fehairparson as an administrator; Nicoll (19711 pg.82) 
proyj;des a good analysis of these^ two models^,/ 'They presented ' 
as follows in the considerable detail,. since '1;h^^ the : 

. jssf nee of the conflict t^^^ > 



state College. ha>^e. expeirienced, theref^^ the^models tvave direct . 
implications for this practicum. • 

The Rettt.esentative Ghairpersnn. The ultimata representative 
of this model is th^ chairperson who is delected ^ his peers. This 
Chairperson is "the most equal amo^ig equals" (Lombaf-di»197ii::p. 33). 
This model dominates in^ year colleges and universities. The , 
representative chairpersotuis charged to pfeside over collective 
decision making, to administer the departni^t. in the f aculiries 
name, and to represent the department and their interests to the^ 
administration. In this mpdel accountamity is to' the faculty and 

not to the administration. , 

.-■ ■ " ... ■■ ■■ , ■ ■ i" . , , . ■ ' ■ ^ ■ '■ ; .. ; . 

The effectiveness' of the representatitn type of chairperson 
rests heavily with the style in which. the duties andr^responsibiliti* 
are performed, however, if responsibilities and tasks are poorly 
defined confusion results because there is no common set of > values 
as accepted by the department faculty (L^mbardi:1974:p.39d . ' 

-Lombardi further points out that this chairpersori may appearjyto be 
unresponsive to tasks because his value commitment is to another 
set of values , and he may be unable to, accept an administrative " 
assignment. Therefore, 'it is hard if not impossible for the ■ 
administration to hold representativeV type of department, chair- 
person accountable. This po^nt is the ultimate conflict in the . 'v 
representative model for the 'legitimacy of any administrative 
system rests on the degreis, to which administrators can be held 
accountablis to there superiors (Lombardi :197'^i p. 39)^ 

.Th^ Chairperso n as Administrator . As illustrated by Evans 
and Neagly (1973s p. 222) the department «hairperson serves as the 

•link between the faculty and the dean. The Job is a difficult 



oh^:^because. the chairperson is both a teaching faculty member . : . 
and an administrator. D^artmen't chairpersons as administrators' 
^re a^pointe/J'^equently on a year to ye^^^ by the board of 

tru^lieesi. The appoii|^ment is ah assigned o-ne, and a chairperson 
may M^i^'4iis administrative assignTft^n't- as chairperson without, 
embarrassment and w3*thout pre judipe to his future role as a full ^. 
time teach ing'^^^aculty meinber» 

. Welch (197^5pg.3i) suggestsf that the role of the first liriV 
administrator is a nebulous one and in sonie institutions" tfiey'-kre^ 

ej^ected an.d appointed' by the administratidn and in some institu- 

■ . • • " ■ . .. ' - . . , .. . . ^ ■ ■■■■■■ 

tipns they are classified and are in fact second line adminisllrat 
and others they are iittl*^ more than lay teachers. c 

In*the chairperson as ^tftanistrator model, Lombardi (i97i^:p, 
d^cribes the chairperson ^s aij^administrator appointed by the 
college aldministratipn and directlj^ accountable to the adniinistra 
tiorf for the performance of all duties arid responsibilities 
performed* .The chairperson as an administratbr represents the 
administration to the department faculty rather than .representing 
the faculty to the administration» 

Chairpersons normally have the fol]^owing responsibilities 

and characteristics. They should. provide effective liaison 

between the administration and the department faculty. They 

should be leaders in maintaining a vital and educational sound 

> ■ ■ ■ • ■ ■ • .' > ■ ■ • 

department program. They should be models as teachers knd 

scholars, and -they should be effective and eff icient ,adminis- 
trators of the department machinery (Lombardi,1974rpg.38>. 

; Evans and Heagley (•1973 spg.8'5) argued that the best depart- 
ment chairpersons ari usually those persons with graduate work in 



/ a^dministration ah)l extensi^^ in a coiiinunity 

; college. The chairperson should be an intricate part of the deans 

team and participate in all decisions regarding tjie institutional 

' • ••' • * • . 

program and faculty planning* 

■■ . . - ^ ■ ■ ' \ ■•.,•.*. ■ . " 

' ■ • ■ ■ • , • • ' ■ ' • * • 

In summary t the department chairman at Castle.ton State College 
may be A representative *or an administrative chairperson. The 



jftssence of the difference betwe^en the two types is the accoxzntr 
ab.ility direction. , In •Mre^re^presentatiye' model the chairperson 
is acco\;^table ijgp the department fac^ th€i administrative, _ 

model the cliairperson is accountable , to ^the administration. 

At Castleton State -College the organization' recognizes^-^^^ 
administ^tive model; howeveis "in terms of behfeivi'or and , in 
different deg^pees the chairpersons perceive representative model 
.a^ the ide^il-ioi^d^ Coosequentlyt ^Inflicts in management ahd 



^personal- styles have existed for some chairpersons because of 

• . ^ / ' . ■ " ■ ■ ' - ' ' • •■ * • • 

local envir^mieQ^^ factors* ai;^d political environment. / ' 

'Blomerlisy (197l8pg»38) also racognizid" the impact -tha^ 

department has on college governace j howeveii> he saw ,the impact 

. as positive since faculty menibers were able to, interact and make . 
decisions at the department level on .matteris that most effected 
them. This significance of^ Lombard i and Blomerley positions for 

. this practicum ,4s that the deps^rtment chairperson must balance, 
6f ten most difficulty, between*' department; level faculty involvement 



and decision making^ ►and administration expectatioris. The^'ability 

• ■ * ■ • • ■ * ,.*■■■ ■ '■' ■ ■ , ■ •■ ■ , * 

to effectively manage the department depends upon the chairperson 
being able to promote broad fapulty involvement and participation 
while at the same^ time meeting the expectations of the C'pllege 
administration and the governing body. 



Another aspect the .department chairperson is; ifhe poteritiai' ' V 
of compai'tmentalizatibn instruction. *Morphet, Johns, ^a^ 
- Rei-ier { 1959 s Pg. 2^-1 ) , claim that over th6 years departmental 
organization ha^-been subjected to considerable criticism*: It has 
contributed to the m^t&tenance of instruction which was not 
^ ^sufficiently-rel^d- to thV s lA 
some cblieges it^^iasj^seperate^^ 

^he-Tnembers of which have little understar^Hhg of what othe^ 
^departments are doing. At times it l^s resulted in the neglect 
of needs of students wjio do^iot 'fit into the purposes of respec- 
tive departments>\\, . " - • 

The ^fieed for this study -was quite evident^t Castle.ton State 
College becausg of. the lack of job description of a Department 
.■Chairperson. It is not outlined clfearly e;iough in the Gas tie ton ■ 
.State College Faculty I^andb^ok nor delt wjLjh at censurable length 
under work load in ^ the Agreement Between V|rmo^t State College^ 
and Vermont State Colleges Pacult^Federa'tion. It is quite cleaV 
that neither th? Faculty Handbook nA: the, contract deal syff ieiently 
with the problem of excessive w'brkloads. The contract by giving ^ ^ 
courae'release time th* faculty chairperson suggests the workload 
of the administrative duties are equal to teaching and preparing ' 
one course. , This, however^ is not the^caee in relationship to 
the business department chairperson. It is the feeling of many - 
that the administrative -duties far exceed the equivalent of this 
work load. . One may. imply -by reading the cohtrabt that the ' 
department chairperson should have an equivalent workload to V 
eciual one course release time. ' This however is not the case, in , ■ 



V ^he business d^partm^nlpand ;psul^he job ,is that ' i 
• not wa^ited. . This stu^: has ^ hsfti ;^eat value to Castleton State: . " • 
'.. Co^Llege because it belter def in^s'/the department: bhairper sons ' 
job description as^;^!^!! as supplying administratipn- an faculty ' ., 
with the options pgf alternative systems^ df organization for the 
implementation of ^^administrative responsibility. - . ' 

State College in need) of Institutional reorganiza-tion in the 

.■■ ■ ■ ■ ■/;■;;■'■' " ■ ■ ■■' 

ar^a of faculty , chairpersons: and admiriistration. This practicTJui 

■■ . f'.^T '■ ; ■ , ;, . ■.■ ■ >■ ^ .;. ■ : ■ ; . . ■ ■ 

was used as,^|:pr\Dposal to the administration to .enhance a better 
• understanding between adrainistr'atibn and T&culty organization. 
It is th|,:opinion of this writer that this necessa^ change be 
/made wi^li; the ins titutioii because of the inequity of workload 
jae^wee^C|;he faculty membe^^ „ . 



■ III, .pRbcEl)URs:^'\ . ■ * . , ■ . ' •. 

. . The procedures that v;ere follov/ed*'ih this practicum were 
structured for- the purpose '-of/ the. developmenj of a proposal tc^* the 
Presidej^t of Castle.ton state College. This proposal dealt. with the 
organizational str1fc"ture of adTninistra;^on "and would be used to 



_Siisg^t--Gha Age s—far-beirter-admiT^i strata effectiveness. The 

■ . '■■ ■ ■ ■ : i ' ■ 

following- pt'ocedures to be follov/ed were: . ' 

: ■ • • •• ■ . •'■ ■ ■ : • \ - - '^ ■ ■ v' 

',1. 'The evaluation of^ litei^ture. in the arpa ^of organizatiortgl 

■ ; . . • . . ... 9 " . . 

Structure of academic instiliutibns v/as researched. - . 
■ ■ ■ , ■ ■ v^- ' ' > - ■ ' ■ ' ■ ■ 

2. The determination . of i^e key issued to the prot)lems that 



exist at Castleton .State C,ollege and its organizational 
structure was researched. The evaluation of the current 

lit ■■ ■ " ' ■ ■ * • , ■ • 

sysjfcem v/as done by usin^the following publication: 

♦ ■■ ■■■■■ ' ■ ■ ■ ■ 

a. Castleton state Cplleg^ Faculty Handbook. 

b, CAstleton State' College Long Range 'Plan. ' 



• -c. Agreement Between Vermont state Cpll'e^s "and the 
Faculty Federations. , ' ^' / • 'v 

■ Also six (6) key faculty members were interviewed. These 

individuals v/ere chosen because they were^ all exposed to -the^ 

divisio nal dire ctor sy^-t^em of "he past and tl^e pufrent dei:>art»ent 

■ system. , The data collected v/as also'used to evaluate the cur re fit 

system. / Suggestions by .the^e ihterviews. v/e^e u^ed to construct 

the. recommendations for change to th^ President -of Chstleton State 



, . '. 3r-^^^^^^ next procedure,' was -to create an alternative to the 
current 6rgk.nizational structure based on the research and dat^^ .- 
collected. v . , . ■ ■ 

— The.vla:^^^ present \he proposal and recommen- 

"dations tp the President for consideration. This step included a 
■ personal' interviev; of; in^broduction* and. presentatioa. 




IV.. "LIMI?ATI0N3^^D assumptions' * '/ ... - > ^ ' v.' v 

Because Of .the U.it.. amount fantlivxews k^^ an. .Ke^aJt 
that all -re, ;ta,ce„ ^5^ in.ividual^eurre„tly employed by OastIe*«n ' 
^ college, the sample aata^.^eivea .ay be lesi tha„ desi^Qe.' 
AS ^ result, -the- reco„e„datio,^i' to. th. President are .limited to " 
_th^ttooo,^r^»^H,.-^„^-,^i-,-^^^^ 

. The res^arohe^, alsS assumed that there was.a heed f^r suoh ' 

reoonstruotion o&, the organization because of th^" ' 

- . , » "soause of the current workload 

,o5 the department chairperson .in the professional areas. ' The'se ^ 
assumption, were based by , the researcher by o.bs>rnng the' depart- 
ment chairperson >Hthi„> the business .^^^^^^^^ 
_ «enerali.e^^^d th. Aii^istrative structure-of Castleton 

State College J>ay^«<5rbe desirable:' ..The reco™™enda^onV to-'the ^ 
.. President .ere u„i,u,ly designed for the ^^ept , ^ructure at - 
.Castleton .State- CplWge. Unless similar circumstances ^xi.t ^ 
-Snother.lnstitution, the recommendations of thi'^racticu. is ' ' 



3 



■ l.ii?i5|b^ *° Ca stle ton St^te iColIeaie . ; 
. : A .a,or .ssu^ptiln, this..pra^ticu. is 

^of raculty, ad.in^t^i^.,e3ponslMlities.!;u..er^ oou.se.. 
|fov;th of department', ^tc/ ■ ' ' ■ - 
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V. RESULTS • •; ■ ^ ■ . •■• ■■ 

The primary results of this" prapticUTn 'waV dfedu^ted from the"." ■' 
. procedures of 'this practicum. The analysis' of the literature in ' 
;. -the. area 9!^ organizational structures for 'e-ducational institutions ' 

- wa-s -conriTiked-^ trea^ted in ^he backgT^W. and' Vignif iqance 
••^ec';tion.of this practicum (Ptocedure.l),. ""This ^research was 'used : ' 
:-tO}:eval^^te findings of the ef f eatirveness of :the departrheijt,' ' ^ '< 
r chairpe&sons^d diyisjronal direc ' , , 

. A- loolc a^- the key isfeued'^to the problems; that ejeist; at 
^astleton St^te College" and "its 'orgahizatldrial . structure' v/as . ■ 
^ ti^ducted.; The referenced Jojthe Castlpto.n State College Long/ 
^■^nan^e Plajiy ; C^stlbton 'state Cbllege Faculty rHandbo ok >*nd ^^he ' ' . 
Agreement . Between' Vermont ^ate Colleges kna the Faculty Feder- ^ 
ation were- al^:. treated in, th^backgrqund and significance section , 
of this practicum (P^^cedure ^2) . - • ■ / * ^ . . 

- ^; V, Thp last proceduras. to. be conducted' was to develop an alternative 
to- the- existis^g^ykem^ba^e3*on the'-re^^^^ G of the 
practicu-i the writer illustrates" th^ d<^>cuTnent: A Recommendatiotf f!xlv ' 
Reorganization of the Department Structure 'at fCastleton.^ate' \ 
Cotaege (Proceudr? "2; ' Tec h^i^iuej 3) . This product pi^^ was a . 
recomm9n.4tion for change and presented to the President of . 

' Castleton State Coli'ege. « ' . . ! 

; ^. :' It is quite clear that, neither the facu.lty handbook nor the 
cdntraprfc de^l-s sufficiently with the problem bf excessive workloads. 
ThQ/contract, by giving one course rele^ise time to the faculty 
chairperson, suggests that the workload of administrative .'duties ' . 
. v/ould. .be %ual to teaching and prepai^ing one course. This, however, 
is- not- t% case in relat.ionship . to the business , department, chair- 
tDerson.. Th'-' administrative duties far exceed the equivalent of this 
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worUo,d, 0« w,i„pi, reaai^. th. contract that t>,e aepaz-t- ^ 
.ent Chairperson should have equivalent workloads to e.ual one 
course release ti.e. This, however, is not. the oase'within' tL 
^«si,ejs;;.epart,ent aM as a' result, the department ohairpers.ns- 
job- Is irte that is not wanted. ' / • 

^ The followins.are Questions used in the inteWiew process anV 
then tabulated to organize the data. The foUcwing tabie is a 

suamary of the answers to these au6stin„= / . ' 
. . ^ 1"^7"?s - A more indepth answer 

IS given followino' thiQ +a-hT« + ^ . 

,. X in^, . this table to ^ ^pport this data witA additional 

consents, and explanation. ' * ' ' 

: APe departaent 4hairperson-s W excessive due to," ' 

. ■ _ *= adr,:ir)Cstrative responsibilities? . ' 

■ 2. . . Do you ^eei: th.t . one course\elease time is suf flilent 

compensation fWvthis , additional workload?-. *- 
: , 3. :i* tekchersf«^^^^ ^ this additional^or^^: 

load , 01- being, departmen.$ chairperson? : , v 
._ - ^<ha^,^cxiterior -!>ould be %d,to evaluat<a departmental 

. ■ Chairperson -to establish' equitable com^pen^ation for.the ^ 
° ' • position? . ' • 



5. 



Vhat organi^Stional . str^ture,s ^have you been exposed to " 
that would be a better ^ystC for Castleton State CoU^ 
to adopt?.*; -. ; ^: • ' 

6. V/hat:is your pp^^tion about division directors vs. ' 
department Ghair7)ersons? . 



Table I, 



^ Results of Interl^iewing Six. Key Faculty Members 




• ^ mm - 



lESTION U 



Lack of job i; 
description 



16^ ^'v ■ 
pro-department 
chairperson • 



12 



12;. . 

lack, of 
description' 



'^ • 15 



n 



■12 



• . Yes. m professional Yes, in professional 
-areas- are^ 



Yes , >,| of -student ■ 
■ ' . major, f of ..' , 
service students, 
• ■ I ' J of, faculty ■ : 



n: :'I4 



15 . 

effective'* 
chairperson, 
for each 
department 



n . . ; ■ 

pro-chairperson 



Yes; in, nursing. 
Business, |nd Edu. 




J. 



No in nursiiig, ; 
Business and' Edu;. A. 



pro-divisionafi'^ ' 
directors V. : ■ 



f6 



1 



ister.- II 

• Yesyin. bus.; 
,. • jeduc, phy. ed>, 



No m bus., educ, 
phy. ed,,, science; 



, No;: . i of cpurses, v ; humanities & 
\ I of student , fine arts,. 

; contact hrs, f of ' professional 
■ . ■ coy se periods program natuii . 
i»of advising grps., and applied . 
accreditation burden sciences, 

abilities and strength, social science 
of depar.tilient 

Yes '.Organizational ., . . , bus.,, nursing 
skills, I of faculty educ,; social 
. accreditation burden> .-welfare' 
• state responsiijility criminal/- 
national organizations justice 

' / humanities. ■ • 

'] .; ,■ \' ■ -y' '-r . social & '-. \- 
. . ,' . ' natTlral sci; . 



0 
Yes 
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i of faculty of fine arts-, h 
students, class size ; 'math, sc.i., - '■. 
growjh of dept. ■ nursing,- soc'9/i. 
adviding students . . sci., bus.., '''^ 

■; .: • • ■ ' .V - . , ', phy. ed. eduo;,,. 



19. 



Yes, in professiohal 
areas. 



#6 . - . 
Divisional Director 



Yes r in professional 
programs ^ 

pro-department.. / 
. I chairper son 



1^ 
No 



Lack of job 
^description 



\ 



n . '#4. 



Xes " # of. students, # of - Business • . 

faculty, experience Education - 

in classroom, exper'. ^ N^tV Sci 

' in career field, • Nursing 'and 

condition withiii dept. Phys. Ed. " 

. " Social Sci. 



•Yes f of 'students, 
# of faculty, 
. budgeting equitjy , , 



4 



Effective ^ 
chaiirperson ' 
fpr. each * . . 
department 



o ^ 

-co 
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;asti.etpn state College - - . • — • • ■ ■ • 

Professor Johnson wa.s a division director in the area of 
Education under the|-system of division directors at Castleton 
'State College. The following, are res^jonses to the questions in 
the .interview July 30, 1979. . v . 



i. 



3. 



Are department chairperson' & workloads excessive due to 
. administrative responsibilities? . 

Y<iS. Professor Johnson .believes that in the career 
programs such as Nursing, Business, and Education, there are' 
excessive workloads due to administrative Responsibilities. 
He . also f(ilt that the system was of a too democratic nature. ' 
Tod many decisions were made rat the departmental level which 
caused inefficiency .^ndjioni^ 

Do you feel that a one'^<mrse Velease ^ime in sufficient 
compensation for this add^tixipal workload? 

This depends on the department and certain variable^ 
such as number of students, accreditation burden, number of 
.courses arid administrative responsibilities.- 

Some departments have so little responsibilities that 
one course release time may not be necessary. An alternative ' 
po&sib3,lity pointed out by Professor Johnson was to- allow 

• 6 credit release time for over worked departments and 2 

• credits; for departments with less of a workload. . ■ 

Is teacher effectiveness hampered by this additional work- 
*load of^beiftg department chairperson? 

' ' ■ ^ /" ■• ■ - ■■■ ^' . . . . 

: Jt depends on the individiial chairperson. If the chair- 
person is overloaded he may have to spend seven days a week 
:toaecpMpli$h his tasks. Professor Johrfeon believed^ however, 
•that the facu]Lty chairper^^ has a first responsibility to 
the stMents- and; second to the administration. 
^ ^Z- ' -' .:■ . \ ^ ■• 

What criterior. should be used to evaluate a departmental 
chairpefsori to establish equitable compensation for the 
■.positiofi? ^ ^ 

• / ■ y; ' ' " . ' . ■■■ . ^■ 

1. Organizational Skills - 
: 2i Number of Faculty < \ ■ 

V3* Accreditation Burden 
4. /Srta1;e Responsibility ^ : • , 

V 5* ^ Natlor^l {Organizations'* ^ ^ . 
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5. 



6. 



to aciopt? "* * S'l^l^er syst,?tn for Oastletoh. State . College 



A modil^e4Wvision Directors structure. For ex^ple. 

. 2, Humanities* - - ■ ■ , ■ 

rr,_?^ '-^ociaX ii&tut&l Sciences' \ 

. would be Uos^ible union pr^bleSs H IV^l Although there 

a proposal. Professor ratify 
would made ai the clnt?Il om the decision ' 

in the past hai been made at jJ!"-?*- .S^^I.^^o^Saniaation 
office. , Deen m^de at the President's or Chancellors 



Dr. William Feaster 
Academic ' Dean ( 1979 ) 
Castletoh State College 



Dr. V/illiam Feaster was a division director as well .as 
Science Department Chairper)i^n tinder the system of division 
directors at Castleton State College. The following are responses 
to the questions in the interview July 31, 1979. 



1. Are department chairpirson's workloads excessive due to 
administrative responsibilities? 

' ; ■ ' ■'. ■ " ■■■ ,: -f ; ■ ^ ' 

Dr. Feaster felt that there' were three categories to ' 
be considered to determine the workload of administrative 
resporjsibilities for department chairpersons. 

Category 1: Departments having/iesS thari-five:..(5) full-time 
faculty members have no release time. These departments 
are not growing and with the exception of peak loads 
(i.e* hiring new faculty, course schedule, etc.) have 
very little administrative: responsibilities. 

Category 2: Departments that have more than five (5) faculty 

members but have an adequate workload to justify one 
course release time. - 

Category 3! More active departments, (i.e. Business, Education, 
Physical Education, Science) that because of the number 
of students and number of faculty should' have more course 
release time-. Dr. Feaster felt that the alternative to 

this would be to pay an additional amount for adminis- 
trative work during the summer. , 

2. Do you fefel that a one course release time is sufficient 
compensation for this additional workload? 

Question 2 'is an'swered in question 1 -depending on the 
category of the department. , 

3. Is teacher effectiveness hampered by this add4.tional workload 
of being department chairperson? 

Yes. Dr. Feaster felt that the chairperson can not help 
to be torn between two sets of obligations. /This depends on 
the, priorities that is established by the department chair- 
person. One of the reasons for <Dr. Feaster giving up- the 
position of Divisional Director was related to this problem 
' of dual responsibilities. . The priorities shift is between 
both factors but is essential to participate within the 



.—institution to devislop integration and cooperation. 



What cf i terior should' Ije used to isvalu^te a departmental 
chairperson to establish equitable coihpens action for the position?- 

li Number of Faculty ' / 
" ;. 2,. Number of Students Served ; V. 
■ ■ ■ ■■■3». Class' Size ■ '■ ■ . ; • , '," ■ 

'f. Growth of Department (i.e. (SjarriculiMi^^^^^^i / . 

new construction, new prograiSs, etc.) \ ' 

5 • Advising Students' 'V ^ f 

What i» your position about division directors vs. department ^ 
chairpersons? f • • 

Dr. Feaster, favors a division directors system to a . ■ 
department system because of the integration that is forced 
of different disciplines.: Dr. Feaster illustrated the 
difference between th« meetings and accomplishments under ' 
both systems. He felt that -the department structupe has . 
failed to stimulate constructive change ai faster cooperation 
among disciplines although the divisional 'system ha? its \^ : 
problems in representing several! J^es ted interest groups equitable ' 
It ia^ a better attempt of integrating the disciplines into 
: organ\zati<Snal structures. The original reasofts for the 
^development of the divisional system was to stimulate a common 
..interest.;/ ■ 

' - I* wa.s. Dr. FeasterVs position that before either type of 
structure would be successful that the main issue would be i 

What ,atre:the administrative rest)ohsibilities of the 
-department chairperson? . * ' 

If a divisional director system was to be adopiid. Dr. 
Feaster would favor the f bllowing model system: 

*i. Fine Arts/Huraani ties / " " 

'2, Math/Sciehce/Nursing/Social Science 
- 3- business , . .'■■^ : • : 

; ' r Physical^ Education 
, Education, 

• . ■ ■ • ■' ' - ■ ■ . . ' ''. ■ ' ' 

The division .dir^Jors will report to the academic dean 
and the academic .dean will report to the President. Dr. 
Feaster feels that this wil|l take a number of problems that • 
the President ne^d not solve. 



Dr. Wiliiatn Jordan 
Assistant to the President 
'Castle ton State College 



Dr. jordan was-a div)ision director in the area of Social 
Sciences under the system of division director at Castleton State 
College* The following are responses to the questions in the 
interview of July 31, 1979. 



1.. Are department chairperson' s workloads ^excessive due to 
administrative responsibilities? 

Dr. Jordan felt that chairperson's workloads were<-hot 
excessive in most cases. He listed several! variables that 
would be possible causes oif excessive workloads: 

• Number of Students r ^ 

• Number of Faculty ( 
: • Factilty" Activities ' I 

There are cases where workloads ar^ excessive because 
of these variables ( i.e. professional programs) . 

2. Do you feel tha.t a one course release tirtie is sufficient 
compensation for this additional workload? 

Dr. 'Jordan felt that before this qtxestion could be 
answered, job description of department chairperson should 
be better defined. The implememtation Is essential to a 
better line of authority and coordination. 

3. Is teacher effectivenss hampered by this additional v/orkload 
of being department chairperson? • 

Dr* Jordan felt that i;he first responsibility of the 
department chairperson should be teaching and secondly to 
administration." A good system of priorities i§ important to 
be a good department chairperson. . Although both areas of 
respoftsibilities are extremely important, the faculty owe'- 
their 'f irst allegiance to the students. . 

V/hat criterior should be used to evaluate a departmental 
, chairjierson ^to establish equitable" compensation for the 
■ . position? ;■ ^ ' • 

. . •■ ■ ti'i^' ■ ■ :■ ■ ■ ■ ■ ■ ■■ ■ - .■ ■ ■ ■ ■ * ■ 

.-. ' ■ ■ ■ . . ' - 

Number of Students 
/lij^l; Number of Faculty ! • 
t-l^.-: Budgeting Equity 



. 5» < What organizational structures ■have- yo!u befen 'exposed" to that 

• would be. a better" system for Castleton Sta'te College to adopt? 

■ ■ ' ■• ■ . ■ . ' ■ .^^1 ■ ■ ■ . ^ . \ . 

Drr Jordan again belieWd. that the 'job \ief tot ion was 
-essential to have a strong organizational s'truc^t'iytre'. He 
favors an effective.^chairperson with responsibi5,ity . and " 
•1 . authority to ma'ke administrative decisions. '•also suggested 
that the divisional director system worked better than s-the 
existing department structuris at Castle ton. The important 

• aspect of Dr. Jordan's point was the establishment ofa.a strong 
and effective middle management with the Dean as. a balance to 
ensure the divisional director or department chairperson 
represents all vested interest groups equitable. 

6. ,, V/hat is your position abouWMvision directors vs. depart- 
; . . ment chairpe^rsons? . \ V , v . 

: Dr. Jordan felt: that^n authdi^i^^ 
exist "at Gas tleton State College because it has always .been 
. very democratic. The need for middle management is essential 
• to develop a working coopei'ation between^ faculty .and 
-^f^- administration. 

■ Dr. J also believes that is important not to 

pc?3^riz.a|, the Liberal Arts and professional programs. They 
must be. in^^ develop coordination and cooperation. 




J. • " • 
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ProfessoryRbb'ert •iPorest:,/k-'''f 1:^^ 

Education Departmeirtt ' ^i?^',:/ 
Castleton. State College - ^ J^^^^^^ 

• . Professor Forest is a member of the educational i&epariment 
at Castleton Staljf College and has th'e imique' advantage of als6 . - 
being a superintehderft for a number of years in the Castleton area. 
•Wie f oliowing are responses to the questions in the interview of . 
July ■■■30. • 1979. •:' .• ';; ^'■r.::': 



1. Are department chairperson's workloads excessive due to 
administrative responsibilities? ° ' ' . ^ 

The.an^wertO'this question depends on the perception 
of the department chairpersoh arid the members of the depart- 
ment. Different department chairpersons perceive the 
responsibilities of their position different ways and to 
different degrees. 

2, Do you feel that a one course release time is sufficient 
compensation for this additional workload? 

■ ' - ■ ' '. ■ ^ ■ ^ ■ ■ , ' 

Again the release time; that is given is sufficient to 
Some department chairpersons and-riot accessive to other 
chairpersons. The iiiD St important aspect of workload is 
again the perception of responsibilities. The real problem 
•must be in the job description of the department chairperson. 
There is no clear definition of authority or responsibilities. 

3*' Is teacher effectiveness hampered by this additional work- 
load of being department chairperson? 

> Professor Forest believes that any amount of work that 
is not applicable t#' teaching will " take away from th"e teaching 
quality. He also believes however, that a total teacher 
*should not only be exposed to the classroom. A teacher should 
have a tdtal perspective of the entire program and system; 
Professor Forest feels that if one strives to be, departmeht 
chairperson and implement their philosophy, that ideally should 
enhance the quality of education of the departmeht. 

What criterior should be used to evaluate a departmental 
chairperson to establish ^equitable compensation for the! position? 

Professor Forest does not totally favor the quantitative 
approach to the evaluation of department chairperson but a 
combination of a self-leadership role wi-ya some quantitative 
criterior for evaluation. The criterior to be evaluated are: 

X. Number of Student Major 
Z: Number of Service Students 
3» Number of Faculty 



■What organizational structures haVe you been exposed to that 
would-be a better system for Castleton. State College to adopt? 

^ The key to the -existing problem at Castleton State College 
IS to have a decentralized system. It is important to bring 
the authoratative structiire to its lowest level of decision - 
making. The department, chairperson is the key position to • 
make administrative decisions. The chairperson is able to 
better evaluate the situations at a place where there is 
more information and knowledge of pending circumstances. 

What is your position about division directors vs. depart- 
merit chairpersons? ' ' 

Professor Forest believer that "Power corrupts and "pure 
power corrupts totally". Depentralized departments should . 
exi«t but with more structure and description of authority 
and responsibility. Middl,e management should be tlie depart- 
ment chairpersons' with the possibility of 1/2 release time to 
execute their duties. The existing department structure 
should : remain with the development of more explicit job 
, descriptions. ' 



V Acting President" ' — 
* Castletoh State College 

. , . Dr. Reul'ing was a division director in the area of continuing 
education under the system of division directors at Castleton 
State College. ' The following are responses to the questions* in 
the intervii&w of July 30, I979. . / 

1. Are department chaij:'person* s workloads excessive due^ to 
administrative workloads? 

■- : Dr. Reuling felt that the department chairtferson did . 
not have excessive workloads. He did' recognize that in 
•certain circumstances that workloads could vary - profes^ 
sional areas^during accreditation periods, for instance. . ' 
There are potential inequities in the' system. : ; 

Variables* 

1. Number of Faculty " 

2. Number of Students 

^ * 3» Accreditation Requirements 

Ad Hoc Committees 
5. Local & State Advisory Committees 

2. Doyou feel that a one coursi release time is sufficient" 
compensation for this additional workload? ; 

' . ^®fr -^ut again it depends on the variabies that are listed 
m question one. Although there are differerices among depart- 
o overall perspective of one course released time is 

a good starting point. • 

3. Is teacher ef f ec'tiveness hampered by this .additional workload 
of being department chairperson? 

r,r.n-F*.^i2nr,.a'':^5*''i-^^^^ this pbsition might enhance the 

V professor's effectiveness bepause of the added overall per- 
spctive that .comes from dealing with the entire deto 
Also, the one course release- time could give ' the department - 
chairperson more time to prepare his/her classes and as a 
.result better performance - and; even though there are' other 
pressures, the reduced student/paper/class demands might allow, 
for a better focus of attention in the remaining clasies. ^ 

^. What criteria should be used toSevaluate a departmentai chair- 
person to establi.gh equitable compensation for the position? 

a. Number of Courses - 

, " ' "b. Number of Student Contact Hours ■ 

. c. Number of Course" Periods, 

d. Number of Advisory Groups ' •' 

" ^^ e* Aqcreditation Burden '.^ - r • 



Dr. Reuling is sensitive to the' need: for equity in * 
workload.^ , He $eels that it jLs only fairTto have equal' treat- 
ment to all; department chairpersons. ' 

.v/hat organizational structures have you been exposed to that 
wpuld be a bej-ter system, for Castleton State College to adopt? 

. .- Dr. R^x4irig favors whatever structure would bring more 
areas^ of disciplines together.. He, felt that if instituted 
for the right reasons, -;?a division director structure would 
enhance interaction by- combining the areas into a more 
cooperative organization. 



For example: 

' 1. . Humanities and Fine Arts 
2.„ Professional Programs 

Natural and Applied Sciences 
Social Sciences 



\ It was Dr. Reuling* s feeling thai the organizational 

^structure, whatever it might be was important to^ foster 
communication and identification- to the overall objectives 
and goals of the college. Another alternative was to 
develop several deans, that would be responsible for a 
loosely related set of departments. This would silso enhance 
communication between disciplines and foster cross-disciplinarv 
scheduling, purchasing, use of resources, etc. 

What is -your position about division directors vs. depart- 
ment chairpersons? ' 

■:' . ' . Dr. Reuling suggested that cost would certainly be a factor 
inviting attentioh. (Division directors va*. Department Chair- 
persons). The old system of division directors received 
one/half release time vs. one/quarter release time of the 

. department chairpersons. Also, mion consideration is 
important for the. development of an alternative organizational 
structure because of the AFT Contract and its requirements 
(i%e. administrative -status vs. faculty status). 



. ■ \ : . Professor Howard V/ar.d . , ' 

. Business Department '• : 

. Castle ton State College 

In. ah interview ^v^ith Howard- Ward (Business Depar:^ Ghair-' ' ' 
person 197^-78) the following were the results of qutf^tions 1-6, ■ - 
appendix A. . .•■ . ' . 

^J^^fPar'tment chairperson^s workloads excessive due 4:o 
administrative workloads? . ^"''^■L^e aue xo . 

' ^ ^ H,,^ +!!'^;/— felt the chairperson's workload was excessive 

^ d^e^to administra^^ responsibilities. The follow^g Reasons ; . 

^* workshlet^^^ schedule 
c. Advising > v 

, , d. Number of btisiness students • 

2. Do you feel that a one course release time is sufficient 
compensation for this additional workload? 

In^-Wo^I i^""^ felt that one course release time was not 
Kt J;?"?oS''o?ifS''r'-°V°^'.'^^ the business depart- 

^^/^^ t^ be l^onsidered reLonable 



r 




'Is teachet effectiveness hampered by this additional workload 
of being department chairperson? xv^iax worKioaa 



ham™ ? ^^f^ being, departrhent chairperson could 

S,^;P^^^*^?^«^ «Jf^°-ti^en^ on a cdnstant basisT 

D^ring^periods.qf heavy administrative assignments, th^i^^^^ 
.: d^»r^^IL^^^3^L^^ i-ediat. responfibilitier^f^iSir 

^' ^ What criteria should Jje "tjsed to evaluate a departmental ' • 

• chairperson to establish Equitable compensation f ort he' 'position? 

■ . ■ a.. Number of students .'^ ^ • 

; .b. Number of Yaeuity ' ' factors influencing^ 

.' c. Experience, in the. . clas^oom. _ <fche impacts of theX 

. « , d. Experience in the career field " . ^X^hairmanship-i>^ 

.; e. Conditions within the .department ( 1. eV -cte^^^ 

: • development,: growth, adjunct faculty/ etc.") ■ V 



v/hat organizational structurfes have you been exposed to that 
would be a better system for Castleton State College to adopjb? 

Mr. V/ard favors a divisional structure as long as the 
organization- is equitable. Mr. Ward expressed concern that 
when Castleton State College was under. a divisional organiza- 
tion the members were elected to serve as directors and were 
not from a representative^, portion of the population and 
interests of . the department's discipline. • ' 

V/hat is your position about division directors vs. departmeht 
chairpersons?^ - ' 

Being a supporter of divisional directors, Mr. Ward 
would like, to see t^ orgainization structured in the following 
divisions? 

a. . Business '. ^ J- 

b. ■ Education • " - 

c. Natural .Scierice ; ' .^^B - 

^ d. Nursing and Physical education ' " 

e. Social Science ♦ . ' ^ ^ 

This does not,' however, rule but the possibility of 
recatagorizing existing courses at Castleton State College in • 
other disciplines that. they currently exisl (i.e. economics . 
placed under business s. - ' ' 



Ti'llery, (1976! Ed O6193I). indicates that acrbs.s the nation • 
about 1/1 of the colleges are or^aniz^d on the basis of depart- '-^ 
ments only. It is apparent/ however, that traditionai^ depa^^^ 
structures- are In for considerable changJ.. In general, this v 
?ji3.parent trend suggests either ..greater cirtsolidatipn of thp several 
fields of learning and community colleges or new efforts of 
•coordination across i|xisting departments by grouping them into ^ : 



larger divisions. 



Increasingly,;. Tillery (1970: Ed .06l93lO in. h'is study^ 



■ it i V 



that Tnost presidentts believe there v;.ould be a reduction in the" ' " 
de^ee of rep^wnsijility .dele;^^^ to de partners where colleges-" ' : 
reorganize. . '\V- - ■ ■ k ' ' ■ '../^^'■^'^^'■^ 

f?^;^l)€?re appears to be twd' iipcfj&ljs-.o 
r)erformance: 1. The chairl^erson-^as ^a- representative of the depart- 
TT?ent. 2. Th^ chair*person as an administrator. Niqoll 4 197l:pg,82)^ ' 
provides a good analysis of these^ tWo riiodels. -^h:e^^ presented ] ■ 
as follows in<j|he consijderable detail since tji^^ . 
.esseffle. of the conflict ^that 'departmeht/chairpersdhs a4 Castl 
St*ite College have experienced ,- therefore the models have di^'ect | 
implications for this practic urn. ; k." 



The Renresentat i^ve *Grhairt)er.son . " The ultima t4 representative 
of thi^|model is the chairperson^ y/ho is elected b^.-hi?" ^^'p^ . * 

This chairperson is "the most equal ampng equals" (Splj^^ 
jos:.!?). The model dpminates in ^ year colleges, arid '/t^ ^ 
The :¥'^re tentative chairpersoo'^ isi'charged to V'^-'^'^^^^ev. collectiive 
•decision making't^-^f administer the departmeng^L^S^^paiilulties 
narne, and ,to r^pi-esent the department and th^^^#erests to the 
adminintration.„^n this, model accountaT:lfety^^^4^t the facultv and 
not-";tp -the.!- administration.' \ '•'■j/r.-^A^T ■ W"-' ; -fi • ■ 



':rM-'^'^^^'^'^^^'^^^'^^^^' of :the representation 'type ^ o^^^^ G:^airpersbrt- ; - • 
B'^jt^:''^^^^^^^' the style in wpchv; . 
■ are perf ormedl; ' however^ if re spons^^ .; 

"^ef it^ed' coa^iision results'^^l^ . • 

.. a^; accepted the department' facii3^y'(tombardi:' iSl^^^M^y^-: ' 

Lombardi; further points out -.that this chairperson-^irtair-a^^^ — 
. . unresponsive, to tasks Ijecause his >yalive' eomirti^^^ 

^, set of values ^ and he. may-be :>uhable .-toi^-^ - 

assignment^ Therefore, it is hard 'if ;riot impossible foe • the ' ■ " 
. ,:^dministrati;p.h to- hold representative type of depd:c:.twen;i; chair-: - " 
-^rperson aocount^le. This point is.; the ultimate' conflict ^ iri the ; , 

i^representative ;mo4^1 for the' legitimacy of . any .admi"nistrative> , " ■ 

■ system :rests;9rf;ti^e:_vfegre '-/W/-. 
accountable tT^^^^^^ superidr.s't:C'tiOmbardi i 197^^:' pgi 39) . ':]- ':'^^--':-^'.-'^^^^^^^ 

Ttle- Chairperso n as Adminisfrator . As illustrated by Svans " ■ :b 
. and..NeaP:ly (1973.: pg. 222), the-;^^ chairpersori ^St^ves as the * 

link betwe-en: the faculty and th^-d^^^^^^ The -is W'Wifi one ' • 

because 'the chairperson is.'bo$lt:'^|ii;^^ faculty ,meTnb,^r 'and. ar^ 
: administra-tor . ^. " Depa,rtment chairpersons . as" administrktbr '.are > ■ - 

appointed frequently- oh a year to yea^r basis, by the b"6a5;i»d,3^^^^ 
; trustees. ^Jl'he^^ appointment is an assigned one, "^hd a/chaiirpersbrrV;.^^^ 
may .resign his' administrative assi-gnment as" -bhaii^erson' wi-th6u.t-°y 
•embarrassment ^.^^nd .v/ithout-: pre judice to his. future Vole ' as- a fuli::'^^^^ ' 
time* teaching, facultjr'.iiiiember. .,. ■ - ■ ■ ■ ' ' ' . / 

. . . Welch ( 197^ » pg. 31.) suggests thatilhe role> of the f irst line ' 

t ■ '.* ' • ■ , . ' ■ 

■ r.". " * ■ ■ ' . ■ ' • , ■ . ' "■ .• ' •■" . - . ' « * • , ■ 

;^Jadministrator, i^ a nebulous. 'oh:e and. in':^^'^^^^ institutions "they afe . 

'■ . ■'• ,./.■■"'■«'■-' ■ ■ ■" . ' ■•■ / ' ' ' •'' 

. elec*ted and appointGdrby the 'administl'ati.on and in some/institutiprjs « . ' 

ylf^hey are classified and are in fact secondMihe administrators and • 

others they _ are little- more th^^ , ' • ' '1 . 

. ' ' ' ; .r.-t" ■ •- ■. ■ . - %, . . ' • ' ■ . ■■ ■ ■•- ■ ■ - 

' • . ■ -^sij.V-. • : . ■„ . .. ■>.,•• . f\\■^.'^ 

Er|c: , L -. y^'''-- ■ ■ : .-r. ..:. 



Iri the chairperson^^s administrator model, Lombard! (197^1-; 
P5« 39.r descriTies;. the chairperson as ath administrator appointed by " 
ithe college administration and directly accountable to tl^e adTninistr 

V . •■ ....... ■ ' ■ . ; ■ ' ■■ .■, 

.tion.for the performance of all duties and responsibilities performe 
The , chairperson |n administrator represents the 'administration 
to "the department 'faculty rather than representing the faculty to 
.the' adm,inistratioh. * ;* . • 

• , : Chairpersons normally have the follov/ing/reappnsibilities and 

characteristics. They should provide effective liaison betv/een the 

. i ■ ■ ' ' ■ ■ • • ' ■ "' ■ ■ - ■ ■ '. ■ ■ ' ■ • ■ ■ ^ 

administration and the department faculty. They should be leaders 
in maintaining , a. vital' and educational sound . departraent progi*am. 
They , shotild'-be models' as teactqrs and schblars , and they should .be 
effective aAd efficient Administrators of the department machinery 
:( Lombard i, 197^5 pg. ^8 ) • ■ ^ ' 

■ Evans and Heagley (1973'j pg. 85) argaed that the "best ., depart * 

ment chairpersons arie usually those persbnk vd.^^t ,graduate work 3;h 

■-. , ■ ■ ■ • •■ ■ * ■ , '}■:'■ : ■ ■ *• ■. ' ' ; ' ' . • 

administration and extensive teaching, experience in a community 

■ • . ■ • .. ■ 

college v.v'^^he. chairperson should be ari^l-intricate TDart of the deans 

■ ■ "'^!^^' ■ ' •■ : ' ■ . ■ ■'■ ^ ■ ■ ^ • 

team and<»fpartic3.]3ate in all decisions regarding the institutional 
t)rogram and facul'^^jr planning. ' . • ' .^IT 

In |he Vermont State College; W the criterion is . not ' 

•get for ^'dditional-compensation for" the head of the department. In 
an article by Curtis E. Taylor "Setting Administrative Salaries," 
.niae (9) ^iactoz^s. v/ere identified t^hat v/ere common to all^^a^^^Vis^^ 
tive positions. The criterion used v/ere total ;^ears in current 
-position, tot^l certi'fied experience , highest; decree earned, credit 
beyond the baohelors de'grec ^ number of months •wor'ced per year,', ^xtra 



; ..hours: per week required by .the . position, level of management ; ' 

. responsibilities,, and effectiveness (Taylor: pg.lS); Each factor ; " 

■ V' '.^v?^ '^-Z ^ point vaiue, and a computer programmed det 6 i'mineg^ 

point value in' terms of doiiar-s*' This type of ^ alternative ' ' ' 

■•c,.;';,-' ■■ : : ■' 

siy^stistft ccyild . be established^ role of 

the bia'sineps departmen.t 'c more * 

equible basi'^ fo'r additional^ cpmpensation (T^ i:pg. 19), 

' A study, wa^^underta^^^ 197^ to evaluate t 

/. .effect iyeness of the adrainistfative "structure-"of. t instructional 

.-program o^B^t'l^l^^^^ to make recommendations • •. 

for change;jvSoth:?^^ search of the literature ' ■ 

disclosed a - market; preference of instructional administratprs.tfor 

a division or a division^, department structure. Recbmmeritied 

: ' ■ . .■ ' ■ • ' -t:;: ■ ■ ^ - 

■ mstea^ .vms. a group of the existing- depai^tments und'ers two or three 

■ assistant deans... Each of v/hoT!>;v/ould be givSn a line of responsi- 
bili^tyj^for a linite4v-knd specific f.unctio'n and eliminatidn of the 

. evening division as a separate •.administrative entity. (Smi^th: pg.y). 
Tn-iis type of a system .v/:0'uld -.^v^ry v/ell'- f it into the organizational.. ' 
structure- at' Castf etorto-gtate College and would take av;ay the bUrdeh- 
: ' of ^sone adnlnisti^p've respa of the 

department. This gives the. head - of the department "more time for -the 

* ■ ' ■ ■ • * ■ ■ " ■ ■ * ■"■ ■ -■ • ■ ■.. 

. .develdpTnent or the programs, curricul urn ^ aihd stu^'^nt assista 

Smith (1972t "pg.il'O) states, the i^^fe of a ciear definition of 

the chairpersons role appears to .be ar^ ili'ajor problem in c-onfron'tin> 

^ Co^munit|r^CDlleges. Department chairpersons want and riei^d role 

classifications. As Managers of human and physical "resources,' ' 

chairpersons are called upon to resolve constant conflicts betz/een 

' .or^anizatiorfal levels »ftb direct the department sub-systpms," apd 

'^^^^ 'oo&siinfite external •depart:-.ient.al' requirements in organizational 

resources, and needs. ' •■ V ; . . ' . 1' ■ 



■■^^'S, '.'^^^ department chairperson is the potential 

v.p^;^?S^p^partmentali^ Mo rphet,- Johns, and 

\ Roller ( 1959 f.:.<P5:.- 241) claiin^hat over the years departmental 
,prs;ani2ation h?is been sub jected to considerable -criticisin. . It has 
cohtributQd .to ;the maintenancV of instru^^^^ 
i sufflciently'related to the stated purposes of the coil In 
some colleges it has seperated the staff into type •compartments, 
.■ the me:7»bers of which\have litt other : - 

departments are doing. At .times it has resulted in the neglect 
of needs of students v/ho do not fit into the •purpbses /of respec- 
tive depa-rtnants. : - ' ■ I . . 

The leed for this study v/afe auite evident at Castleton State 
'College because of the lack' of job description of a Department 
ChairpersoA. It is hot outlined clearly enough in the Castleton 
State College Faculty Handbook nor delt with at consjferable length, ; 
under work load ^n" the Agreement Betv;eeh Veinnont State Colleges 
and Vermont State Colleges Faculty Federation.- It is quite, clear . 
that neither tl>e Faculty H?indbook nor the contract' deal sufficientry 
with the problem of . excessive' v/orkioads. The : contiffct by giving 
course release time the faculty chairperson suggests the workload,, 
of the administrative duties are equal to teacKirig. and preparing 
one course. This^ however, is not the cas^ in relationship to 
the business department chairperson. It is the feeling of • many " 
that the administrative duties far exceed, the ^^^uivalent o'f this 
work load. One nay imply' by reading the contract that the , - 
depar:tment chairperson . should have an equivalent .,Workl,ojid to ' ' , 
equal one course .release time,. This> . however i' is ■'not th^ 



tlfe "businfess department and aa'a re^lt the job is one that is 
not wanted. This study has had great value to Castleton State 
College because 'it. better defines the department chairpersons/ 
job description as well as ?upplying administration and faculty 
with the options of alternative systems of organization for the 
implement^tibnof administrative responsibility. . 

■ . T'his study related to the governance module because Castleton 
State College v/as in need of institutional reorganization *in the, 
area of faculty; chairpersons 'an! administration. This practicum. 
was used as a proposal to the administration to enhance a better 
understanding between administration and faculty organization. It 
is -the opinion of this v/riter that this necessary change be made 
within the institution .because of the inequity of worklqad b'etween 
the faculty members and the chairpersons. 

In suuimary, the department chairman at Castleton State College 
may be a repijpsehtative or "an administrative chairperson. The essence 
of the difference'^ betv/een the two types is the accountability 

direction. In. the representative model the chairperson is accountable 

. ■ : ' ■ . • ■ • ■ ■ ' ■ ■ ■■■■ . • ■ / 

to the department faculty and the administrative model the chair- 

. . ' ■' , ■* ■ ''''.'■'/ •■ ■' . 

person is accountable to the administration^ ' : - V 

• At Castleton' State College the oi*ganization -recognizes the 

administrative model ; however, in. - terms" of behavior and in .dij'f erent 

degi*ee^ the . chairpersons perceive representative model*' as the ^.ideal . 

model. ConsequerLtly, conflicts in management and personal styles 

have existed for some chairpersong because of loc^l.environrrieri^^ 

factors and - political . environment. ^ . ^ . 



^r-^ Blom-erley ( 1971 : pg. 38) also recognized the impact that the 
department^ has on college governance,; however, he saw. the impact 

■■■■ . . . ' '. ■ ■ V- : ■ ■ ■■ '■■ ■ ■ .■■ ' ' 

as positive .since - faculty members v/ei^e able to interact anc|/ make 
^decisions at the department level on raattez'S that most effected 
them. This signif ica^^ce of Lombardi and Blomerley positions for 
this, practicutn is that the department chairperson must balance j . ' 
■often Tnost difficulty, be tv/een department level faculty involvement 
and decision making, and administration expectations. The kbility 
to effectively manage the department depends upon the chairperson 
being able to. promote broad faculty involvement and participation ' 
v/hile at the sam^ time meeting the expectations of the college 
administration and the governing body. 



VI. - BISqUSSION/ IMPLICATIONS,. AND REGOK'MENDATIONS 

The more uni vers of this practicum, for 

application to Castleton State College is to establish an * . 
organizational plan that would provide for the delegation oft . 
authority fr-om the Dean level to f-*^ divisional directors with 
. specif ied lines o^ authority for^ specif ied operational tasks. 
, The .faculty at Castleton State College holds an mnusual 

■• . v.' , ■ ■■ ■■■■ ■ ' ■' ■ ' ■ . . ■ f . : - ' " 

-organizational position; he 'has authority neither to formulate 
academic objectives nor, to impose a system for the.' implementation 
,of these objectives by':11i:erarchia^^^^ This Sfesponsibility 

res^s:v/ith the adm.inistratibn. but the diffused authority and the 
lack of opepating information among the administration prevents' 
their formulation and implemenWtion Of objective's,. T is the 
proble^in *Wt req^^ there is no established 

pr'ocess Within the Castleton State College, system for the 
deci,5ibn upon a- distinctive mission or purpose into specific ' 
» .^Hp^ultSr, course development, and instruction, or fpr 

V "the f inaV;evaldjation, motiva,tion and control of -those activities. 
- Iri'-sWrt., this- practicum established a working document to begin 
•the orgahizationai changed needed to promote, better decision makini 
artd cooperationV 

It is the final conclusion of this practicum and opinion -of 
this. writer that the departmental chairpersons structure' that 
exists at Castleton State College is a system that can" v/ork 
effeciently froTH a managerial standpoint. The overall proTalems . 
that exists within the current system is that there is no job 
description for the department chairperson. ^ In the process of 
constructihg the divisional directors, we will establish middle 



/ managemeht to better delegate aiathority f^6jn:;Mi^^cehtralize 
•at the Deans level to the depaVtm'ent chairp^^^^ most . 

decisions have to be made/ .:• . ; . ' ? 

: . The following are recommendations derived from the irives^;iga- 

■•tlona and .research.;:" ^' 't;' • ■ ■ ^ ' • " ■ 

^ Castleton State College academic program is organizaed . 

: ; by departments. Decision making at the. .Dean level has been to 
cfentrali^ed. There v/as > concensus of thos ^interviewed that ^ 
s-fcructural (^hanges are. needed to accomplish a, delegation of. • . • 
^ authority.. Further studyiis recommended to detail the nature of 
; this " structure. ^^p) ' 

, 2. It is further recommended that. an organizational tDlan*that 
would provide for the delegation of authority':fr(i)m; ■ 
■ to five divisional directors v/ith^eclfled lines 'of." auHih^^^ ; ?l: 

for specified operational tasks be creat^di^j:(:}Fi^ 

required- to determine the task';, fro which authority* to the Dean . ^ '-^^ 
vrould be delegated, although there was concensus from tlje ' 

■•■ ■ ■ ' ' . ■ ■■ . ■ - ■ ■ - ' ■ • ■ ".^ 

individuals interviewed that general planning., policy : interpretatio,^'^f 
personal grievance procedure, .and other non routine duties as.v/ell ^-f 
as .general supervision of the instructiorial program v/ould- remain ; 



with ^ the Dean.*^ ■ . / .-.vb-^ 



3* The Dean would also be responsible for the special^;iV41/e^^^^^^ 
of any underre presented departments; that would be ^'^^^^^^^^^^^^^^^^ 
each .^oup.of the five* divisional directors. He would ther^^igMi^^ 
precide over any decis-ion that would impare the goals and obrA^etf^^ 
of the institution. / • ^ 

^. It. is recommended that the president by encouraged -ta<5^^VV 

constitute a committee from the. faculty/ asso-ribly for the ^^purpo^fe^l^l?^ 

- ■ • ■ . ■ ' ■ ■. ■ ■ \ 



mi 



ERIC , ■ ■ ■ i7 ■ ;•• ■ ---^^ 



of v/orking witlv department chairpersons and members of the a%in- 
istration on drganizatioaal problems. 

: 5. . Xt i x^econu-nended that changes in. organizational patterns . 
"be widly discussed, Jl^j^.at^ also a sinc§|pe and concerned effort be 
made to develop sup^t for such changes as may be* made and that 
impl^ttlentation precede in such a matter as to insure that the least 

• . ■ . . ' ■ ■ ' *' "■ ■■■■■^ ■■ 

possible disruption of the educational program is made. 

' ' ■ ■ .' ••.■•> ■■ .. , ' . • ■ . ■ ' 

Divisions 

Several of the individuals interviev/ed felt that divisional 
directors v/ould help to consolidate the decision making process at 
^the; administrative level. Although there would be possible union 
problems, in , an attempt to* i'a(iify such a proposal because of the , ' 
contract stipulatibns of release time.; It was felt that this type' 
of program, would better attempt, to establish a delegation of 
autfioj^ity in the decision making process. The existing department 
Structure hpv/ever. Should remain 'with the development of. more' - 
explicit job descriptions. The centralized department should exist 



but vfith more Structure and descriptaon of aufhority and responsibility 




Th^se five divisions would" report" dire^ to the assistant 
dean, andacademic dean. This, of course, is only a preliminary 



■ assigninent of de-partme^^ and rnus:t first be processed through the •: 

recommended comndttee from faculty^ 
. • ■ ;. It is. also rec9TnmendedTthat.. an organizatipnai plan that would . 

provide^ for delegation o;f authority from the deans level to the 
.. ■ diyisional directors with- . specified line authority, to. the de^t- - . 
. inent ' chairpersoni be created ;. 

activities, and other non-operational responsiYilities should reside : 
with the dean as do9s the responsibility to ^e president for , 
ins.tt'uctional programs at- the |ollege. 

; It is alsb.reoommended that a "better definition of department 
chairperson be constructed. . . It v/as the feeling of ' all those Inter- 
viewe'd in the study, that the depa5:tment chairperson .would evaluate 
his aot. responsibilities in relationship to th^re .individual per- 
ceptions of -what that job reqtuired. . There was no . organizational ' 
structure or. definition lo^ect the decisibn.making process-. ' ' 
There. was also noted, in tlSflterviews that there were inequities 
that/^xisted'betv/een departrAents in i^elationship to work load. It 
is also a r.ecojiin^endation of this proposal that criteria be established 
to better»>valuate the workload of the department chairperson in 
order that there may be hidd"en incentives to better process admin- 
istratiye decisions that are .crucial to the institution. The - 
following are. such, criteria that should be considered from'feedback 
from key administrators and faculty members at Castleton State College 
V !• Number of student majors. . . ' ' . • , 

. • -2. Number o^service . students. ' 

• y* '^u^her of faculty experienced in the classroom. * 
. ^.' 'Sxper'ience in thle career field. • . - . 

5. : Cdnd^tjbns within the department. (For exa.mpleV. curriculum 
develbprnent, grov/th, age of faculty).! 



6, Class size. 
. 7. Number of advising students;, 

^ 8. Accreditation burden. ' 1 

■ ' . • • ■ . ^. . • ■, ■ ■ ■ ■ 

9* Total years in current position. 

10. Highest degree. •\ . 

11. Credits beyond bachelors degree. 

12. . Number of moniJjis worked per year. 

13. Level of management responsibilities. 
There are sev^ecal systems and college s tippet u^^^ 

. for, each of these criteria to develop a point value /isy stem in order . 
that a faculty member be evaluated in relationship to this criteria. 
The point va^e is 'then converted into a dollar amount which 
establishes the compensation of the individual faculty meraber. Pi-om 
^a^^uantitative standpoint this can be shown to be a more effective 
or at least more equitable syste#.6^^ a faculty member 

whether he is qualified as a department ^chairperson or, an administrator. 

^It is alsp^ecommended that the divisipnal director be allocated * 
one half release time to compensate for his additional administi^ative 
v/orldoad. This, howevet*, may cause problems from a union xjerspec- 
tive because of the existing contract. Hov/ever, v4th aAy means of °" 

evaluation through the criteria that is illustrated above the 

- . " ■ ' • .' ". . ■ ■ " . ■ . . ' ■ ■ ' ■ ■ " ' -. t. 

problem of time allocation can be corrected in relatibnslrip to 
■ ■' ■ 'v; ■ ■ ■ '■■ ■ ■' .■ ■ ' ■ J ■ ■ ' . ■ ■ ■ ; 

^possibi:e having additional compensation. ' " '. / - 

Summary ■ ,' , ' ■ 

It is the feeling-of this v/riter that the departmental chair- 
persons structure tHat exists at Castleton State College is a system 
that'. caa"work effeciently from. a managerial standpoint. The overall 



duties of 'Administrator : (Dlvi^on^i Directors) . 
1 , Sngagenant of .rvieW faculty - ( Ad j iifLC t and Pull-Tine ) ' ' "'^ 
. :2.; . Business; Advisory Cd^^^ 

a: MBA 



KO-gri 



5v DevelopTneht of Community Needs 
.The/brealcdovm of these job ^^esponsilDil^ difficultly 

proces^i'-but a.hecessary one under the i)re sent-. c^^^^ Tiie '^'---^ 

■ "•■ ■■ " ' ' . ' •■^^■^^ . 

. object^ive here is to better distribute the ^!0T^]t .lo3.d of an already;'^ 

underfunded, ovei*V/o rice d faculjby. It^is also necessary to realise ^ 
.that many of these responsibilities are over-lapipfing and there must'"- 
~^e~irgi:^at^-deal--of_a^ betv/een Dean, IDepartnent .(Ji^ai^^ 

and Divd signal Directors. 

. ' ■ . . , , ■ ■ ' - ■ ^ ■■ 
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*. ^ Rebrganizatibn of the Departmental Strudture at 

; . Cagtieton State College 

■ ; • -- August 8,..", 1979 . 

TO: • President of Castle'ton State College^ Dr. Meiers^. 
. ■■■ ■PRPM: B^yan^L.>, 0*Neil ■ ■ ' ■. ^ 

. ' Pulfillraent 'of Partial Requirement for Doctorate of Education 
of Nova University ' • 

^The recommendatibhs"^rived from the investigations and. re- 
search done by Bryan O'Neil, Assistant ProfeVsbr of the Business 
Department from six key .interviews. 

• CastletofT^Btate College academic program is organized by 

departments. Qecision making at the dean level has been to central- 
ized. There was. a concensus of those interviewed jbhat structural • 
Changes are needed to accomplish a delegation of authority. Further 
: ^ study is recommended^ to detail' the Satui^ of this structure.' 

2»' It is fui^ther recomrnended that ar^ organizational plan that 
would provide for the delegation of authority from the dean level 
.to five divisional directors with speqified lines of authority for 

specified operational tafek^bevcr study is required 

" " ■■ ■■ • ■■■■■■ ■ ] ■ ■ ■ ■ ■ \ ■ ' ■ ■ : ' 

to determine the task^or .v^ich authority to the dean would be 

delegated, although there was concensus from the individuals 

intervi^ewed that general -planning policy interpretation, personal* 

[: grievance procedure, and other non routine duties as well as general 

supervision of the instructional 'program would remain' with the dean. 

3. The dean would also be responsible for the special interests 

of any underrepresent'ed departments that would be included within i ■ ■: 
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v:eaeh group of the five divisional direct^^^ »e would therefore 
precide over any decision that would impare the.goals and objectives 
,of the institution. * - 

/t. - It is reconunerided- that the president by encouraged to 
constitute a committee from the faculty assembly for the purpose 
of working with department chairpersons and members of the admin- • 
istration on organizational problems. . - 

5» It "'is- recommended that change.^, in organizational patterns 
be widly discussed, that also a sincere andT concerned effort be 
^ade to develop support for such changes as may be made and - that 
implementation, precede in such a matter as to 'insure that the least 
possible disruption of the^ e'duo^^iorial program is made. 

Divisions 

Several of the individuals interviewed felt that divisional 
directors would help to consolidate the decision making process at 
the administrative level. Although there would be possible union 
problems, in an attempt to radify such a proposal because of the 
contract stipulations of release time. It was felt that this type 
of program Wbxald better attempt to establish a delegat^^^ . 
authority in the decision making process. The e^ci^^^^ department 
Structure however shbiila ^^^^^ of more explicit 

job descriptions. /The centralized' department sh6^ but with 

more structure a.nd description of atithority and responsibility. 
'. . The, following are the groups that were more ponularly thovight 
>of from the interviews to be divided in a diVisionaP'director system* 

1. - Pine; Aits - ^Humanities-; ' ^ \ z- :-:-'-^,, 

2. ' Education, Criminal Justice, and Physical Ed ubation : 



3. VNwsing and Business-, \ 

^. Natural and Applied Sciences ' 
Vi>- ,5. S6ci?il arid Behavioral Sciences 

- These five divisions would repor^^^ to the assistant 

'd€kn and academic dean. Thla^ , of ==3e6t^^ only a preliminary 

assignment of departments and must first iae processed through the 
recommended committee from faculty assemliy. 

It is also recommended that ^an organizational plan that would 
provide for delegation of authbrity from the deans level to the 
divisional directors with speciia^ed line authority to the department 
chairpersons be created. ^ Policy interpretatidnif'ntaabk^pl^^ , 
activities], and otherriron^operational respons^feijSti^s^ sji^ail' Reside 
with the dean as does the responsibility to the piresf^i^t for'^^^^'^^^^^r.^^^^^^^ 
instructional programs at the college. * ' ' 

It is also recommended that a better definition of department 
chiairperson be constructed; It v/as the feeling of all those inter- 
viewed in the study that the department chairperson wo^ld evaluate . 
his job responsibilities in relationship to there individual per- 
ceptions of what that job required. There was no organizational 
structure or definition to direct tht decision making process. There 
was also noted in the interviews that there, were inequities that 
existed between departments in relationship to work load. It is also 
a recom|nendation of this proposal ftat criteria be established' to 
better i^yaluate the wbrkload of the department chairperson in irder 

■ •<...■ ■ ■■ : . . ■ . 

■ - - ■'■6 \ . ^ ■ 

that there may be hidden incentives to better process administrative 
decisions that are crucial to the. institutioh. The following are 
such' criteria that should be considered from feedback from key « 
administrators and faculty members at Castleton State College. 



. i • Number of student raaj or . ' 

2. Number of service students* 

3. Number of faculty experienced in; the classroom. . i..'- ' S 
^. Experience in the career field. ■ • III 

5. Conditions within the department^ (For; example,- curriculum fl 

development, growth,: age of faculty), . * '■.. HM^ 

■.o. - Class size.' ■ ■ -i'S^/?.? 

.7. Number of advising students. 

8. Accreditation burden. 

9, Total years in current position^ ' 



■ ■ V ! .••' ■^1 






10. Highest -degree.- : / ' v->;/v:y::iV:Vv; 

11. Credits beyond bachelors degree. ,. > 



I 



12* Number of months worked per year. 
13 • Level of management responsibiliUes. ^'?^ ^^'^'^ - ^^ 

, There ^r«^^^e|fl-;:Systei^s-_^a^^^ '^ructures ■ t4t:^^ 

for each of tlJ^ic^i,i;^:0 

- that a- faculty member: be evaluated in relationship ••^b-^jp.^by^ 
The^oint value is then converted Into a' dollar artbunt ^^M^^^^ 
establishes- the compensation :of ,.the."indlviduat:i^ 

Prom a qiiantitative ^standpoint ■ this can/ be ^pwri-id^bi a ' niore ?• ;i:#":'"-5i;: 
effective or at least more, equitable:.system,;9f : .ey^li|ti^^ 
member whether he. is qualified as a; department .fei^^r^^ 
administrator. ' . . ■. ' '' - "^ f J: 



' It is- also^ recommended that the divisional ''di^diJ^^^^^^ 
. 6ne .half -release, time to compensate for 'to-additi^^ 
workload. . This,': however, . may caixisB^ prdhlBjti' frm^ 
■tive because of 'the .existing: contract.,, ./Hc^veiSi'-vf^ 



•evaluation through the criteria that is illustrated above the ^ ' 
proble. of time allocation can be corrected in relationship to 
possible having additional compensation. " 

Summary ' 

It i^th«;f«eling of this writer that tt^ 
persons structure that e«sts at Oastleton State College is a system. 
..that can work effeciently fro™ a. managerial standpoint. .The overall 
. problem that exis* within, the current system is that there xs no: . 

real Job description fpr the dej^rtment chaitpe^si^; In the process 
.-. o.f .constructing the^ivisional.director we win establish middle :. 
;- ^nagement t°^=tter :de;Legate authority from the centrali#ia^ ' 
^ ,.,at the deans level 'to thtf department chairpersons level where most' 

The importance of this practicum^is not 
A ^0^^ ''^''''''^^ ^^^ «^ff?i^t>t:.:thah departmental :systei,s. 
£|t*^:*|M?''?g"°" ^""^ -^"^l^^^i^^iure :is'^<,,.&iS^ 
Ipll^^ltyfthat .can- fund^ion; from t deans office '^^-Sp^t^ - 
Wm^^^?^H-: ^he ' alternative is to either strengthen the^ ^ 
^^fl^flrp^^on to an effective department chairperson or ■ ^ 
::s|p|S|^^A*le *j,amgement divi^^^^ .^ 

■^"We^^M^^^m '' ''''^-''"^-''^'^''-' WsJrstems could ■ 
: V ■ ^akinr 4he-benef iU-of " : ' ' 
■ V' ■i^iliiSii^,'>^<>- .the 'deans :off ice to the divisional' 
. "^^^IliiiBB^^^hat line of authority to the depart-. 
'*! -^iiiiiliSi|^o"ld,b. a better, means of cooperation 

" The sometimes seperatist ' ' ' 
diminished with a divisional ' ' ' 



also intergrate the idea that.:decision making should and is best 
..niade. at the level* where it will be impletnented and controlled/ 
. Putie s of Department Chairperson t ; 

.!> Undergraduate and Graduate Curricviliim Disveioptnent 
2. Student -Advising ' 

3* Classroom Assignment 

. . ' Duties of Adminlstrator i (Divisinnal T^An-hn^^ri^f ' 

1. Engagement,;,)of new facuL-^y r (AdSi^ict and Full-time) 

2. ^Susiness Advisory Committee /^v. *; 

3. Off -campus Programs ^- ■ 
^. MBA Program? .. 

5. Development 6f (j^ommiuiity Needs 
^, .^The breakdovm of.these 30b responsibili:i^ies is a:> dif f iciilt 
process but a necessary one under'' the present ° circumstances, >T^e 
o.bgective here. IS to better distribute the work load of an ali-ead^ 
underfunded, overworked faculty. It is also necessary to reaife^.- 
that many, of these responsibilities ar^ over-lapping and there mU$t 
be a great deal of pooperatiop-v^^ Dejiartment Chair|3er^sbn 

and, Diy^,ditina;i> _ r' ' . |^''>-^V;-f:' \ . : ■ ■ " 
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